
People over systems. 
Process over technology. 
Results above all.

Checklist for a successful 
WMS implementation



Checklist - for a successful WMS implementation

This perception lies in the back of the head of a lot of people, be-

fore they are willing to launch an implementation of a business 

critical IT-system such as a Warehouse Management System, and 

it is understandable.

IT-projects always 
end disastrous

Enjoy reading!

We have all heard of IT-projects that have gone 

far above time and budget, but it does not 

have to be this way. At Apport we have, with 

experience from more than 70 WMS-installa-

tions, developed a project model that keeps 

WMS-projects on track.

One of the keys to success is an understanding 

that in order for a WMS-project to not be just 

another IT-project, but a real change project.

It is not enough to power the system, because 

for us it is the people and processes that mat-

ter more than technology. This must be reflec-

ted in the project model.

In this whitepaper, we have condensed our 

project model down to the main tips that can 

help you ensure that your WMS-implementati-

on becomes a success.
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A WMS implementation takes time. Naturally, 

it differs from company to company, but it is 

not uncommon that up to 500 internal hours 

should be allocated internally, distributed over 

a period of six months.

Most of these hours are spent on the internal 

project manager, but a successful implemen-

tation requires a broad involvement of the 

organization - more about this will follow.  

Plan for seasonal fluctuations 
To dedicate some internal resources for the 

project also means that the actual implemen-

tation period should be planned around the 

workload in the warehouse. Many warehouses 

work with major seasonal fluctuations, and 

here it is not appropriate to insert the test 

period on the busiest time of year. 

A good description of the scope of the project 

is an important element in the matching of 

expectations - and a protection against delays 

and budget overruns.

Always make sure you have a detailed scope 

description, before the project really starts, so 

there’s clarity as to what is within the scope’s 

range. That way you avoid unnecessary misun-

derstandings between the supplier and your-

selves along the project.

The scope description also helps to determine 

the allocation of responsibilities in relation to 

involving third party suppliers - in particular 

the company’s ERP-provider, who always plays 

an important role in the project.

The first step is to make your organization ready for the imple-

mentation of a WMS. As mentioned in the introduction, it is im-

portant to consider the introduction of a WMS as a change proje-

ct as much as it is an IT project as it sets the framework for who 

must be involved and what it requires.

Get your expectations in 
order within your organization

1.

”Always make sure that you have 
a detailed scope description before the 

project really starts”.
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To believe that the task can be solved by a 

one-man army, is a classic mistake. Suddenly 

the task pile grows too big and it starts to take 

its toll on the project progress. A WMS imple-

mentation is a team sport, and it is absolutely 

crucial to set the right team.

The team - or rather the project organization - 

consists of a number of different roles for both 

the company and the supplier of the WMS. 

One person may occupy several roles, but the 

company’s tasks should at least be distributed 

to 3-4 people. The most important thing is to 

clarify the roles and their titles, so that the 

responsibility is clearly distributed.

A good project organization on the company’s 

side consists of the following roles:

The foundation for a successful WMS-implementation 

is to set the right project organization from the beginning.

Put the right 
team together

2.

#1

Project Manager 
The principal stakeholder and the 

person who needs to devote the most 

time for the process. It is the company’s 

project manager, who needs to keep 

track of all the stakeholders in the pro-

ject and ensure that everyone delivers 

in time. The project manager ties it all 

together by leading the project parti-

cipants and report back to the project 

steering committee.

Who? 
Usually this role is occupied by the 

daily operator in the warehouse. It of-

ten occurs naturally that it is someone 

with a deep insight in the warehouse 

that drives the process, but it is not a 

necessity.

Project manager competencies are 

more important, so if you have an expe-

rienced project manager in your orga-

nization, it may be an advantage giving 

the role to him/her.

”It’s the company’s project 
manager who needs to keep 
control of all the stakehol-
ders in the project and en-
sure that everyone delivers 
at the agreed time.”
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#3

IT-infrastructure 
participant
The IT-infrastructure participant must 

make sure that there is control of the 

company’s hardware and software, so 

that the installation of the WMS can be 

implemented.

Equally important is the responsibility 

to ensure that the company’s overall 

IT-infrastructure is in place – this be in 

the form of establishing a stable wire-

less network in the warehouse.

It is also the IT-infrastructure parti-

cipant, who has the responsibility to 

ensure that the required printers, hand-

held terminals and other hardware is 

present and works as needed.

Who?
It will usually be an IT-manager or a 

representative of the IT-department, 

who receives this assignment.

#2

Internal Process 
Manager
The process manager in the project has 

one big and important role in ensuring 

that all warehouse processes and struc-

tures are in place. He or she participates 

in both the initial analysis work and 

in the test phase and is responsible 

for creating warehouse structure and 

master data in the WMS, so that the 

warehouse processes are supported 

the best way possible. It is also this 

role that has the responsibility for the 

physical structure of the warehouse 

and for making sure that all locations 

are marked correct.

The process manager also has one 

important task in ensuring that new 

processes and workflows are properly 

rooted in the organization - both in the 

warehouse and in other departments 

such as sales and purchasing. There-

fore, the role should be occupied by 

someone with a certain impact in the 

organization.

Who?
In general, it makes sense that the role 

of the internal process manager is occu-

pied by the Logistics Manager, Ware-

house Manager or someone else with a 

significant insight into the warehouse 

processes

and structure. Unless the project leader 

role is occupied by a dedicated project 

manager, there will often be an overlap 

between the project manager and the 

internal process manager, which is an 

excellent solution.
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#4

IT ERP-participant
The interface between WMS and ERP 

systems is crucial to the success of the 

project, which is why this assignment 

should be done by a dedicated role.

The IT ERP-participant is included in 

the analysis and the development of 

the interface between the ERP-system 

and WMS and must subsequently 

ensure that the processes between the 

two systems work in practice.

It is also the IT ERP-participant who 

is responsible for the ERP provider to 

deliver the necessary information in 

time. This task can in its nature require 

a little instinct, since the ERP provider 

is likely to have been considered to 

deliver a warehouse solution and has 

been excluded for making room for a 

dedicated WMS. Therefore, the incenti-

ve to cooperate is not always significant 

from that side.

Who?
This task should be done primarily by 

an IT-manager or a representative of 

the IT-department, while the part of 

the task, that deals with developing 

the interface between the systems, in 

practice will have to be shared with a 

consultant from the ERP-supplier.

#5

Main Ambassador
The chief ambassador is a little more 

diffuse role, but nevertheless signi-

ficant. The purpose of the role is to 

appoint a small team of people to take 

the responsibility of driving the imple-

mentation in the warehouse forward 

and ensuring that all employees are 

brought on board.

Who?
The warehouse manager is an obvious 

choice for Main Ambassador, and the 

same can be said for other operational 

managers. If not, it is a role that can 

be strategically assigned by involving 

one or more of the most experienced 

people in the warehouse, who, by virtue 

of their seniority will be indicative as to 

how the warehouse employees accept 

the new system. Ownership of the pro-

ject is the best way to make sure that 

change is welcomed.

#6

Superusers
As a rule, it is a good idea to train a su-

peruser per area (goods receipt, picking 

and shipment), and otherwise you can 

steer towards having one superuser for 

every eight employees. The superusers 

should understand the system to the 

extent that they can teach their cowor-

kers in it and help all other warehouse 

employee during and after the laun-

ching of the WMS.

Who?
The superusers have to be employees 

of the warehouse and should have a 

certain flair for working and testing 

with IT.
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#7

Steering committee
Anchoring is a keyword when it comes 

to implementing a WMS. And that ap-

plies to both anchoring on the floor and 

management.

Therefore, a project organization is not 

complete without a steering group, that 

can float above waters. The steering 

group should relate to and approve 

reports from the project manager and 

should also be a forum that possible 

problems can be elevated to.

Who?
The steering group must necessa-

rily have a certain impact, so besides 

the project manager from both the 

company and the WMS supplier, the 

steering committee should consist of 

members of both the company and the 

supplier’s management or executive 

board.

#8

The supplier’s team
A project organization for implementa-

tion of a WMS should of course also in-

volve a number of roles on the supplier 

side. A project team should consist of a 

system consultant, an implementation 

consultant, some specialized system de-

velopers and a project manager for dri-

ving the project in the right direction in 

close cooperation with the company’s 

project manager.



Checklist - for a successful WMS implementation

Of course, there will always be a need for adap-

tation, but when we say that a WMS project is 

a change project, we are really talking about 

the fact that you have to be willing to change 

your processes.

However, it is not provided that everyone in 

the company is ready to accept that premise 

and it is an important point to be aware of.

The system should not handle 
everything
One of the things that can drive a project off 

track is if you insist that the system should be 

able to handle all scenarios.

Even though you have just invested in system 

support to your warehouse in the form of a 

WMS, this does not mean that all possible pro-

cesses and deviations can be handled by the 

system. Some things are best handled manual-

ly - for instance, because they occur relatively 

rarely and have minimal significance.

If you want to squeeze all scenarios into the 

system, you increase the process complexi-

ty unnecessarily and this is a direct route to 

problems.

Avoid sub-optimization
When the employees in the different areas in 

the warehouse get insight into the possibilities 

that occur with a WMS, they will often come 

up with ideas for how the system could be able 

to support just their workflows. This is gene-

rally positive, but can also lead to an inapprop-

riate sub-optimization. This can be avoided by 

ensuring an early involvement of employees in 

the process and use everyone’s input to devel-

op an overall optimization plan for the ware-

house processes.  

Out with the old habits
Another challenge with a successful WMS-im-

plementation is getting stuck in the old ha-

bits instead of taking the step towards a new 

system fully. You may have been used to pick 

with paper and pen, and therefore still keep 

doing this “just to be on the safe side”. This 

would result in loss of efficiency, and should be 

avoided. 

Processes depend on data quality
A WMS allows for a comprehensive optimizati-

on of warehouse processes, but one must keep 

in mind that the system is dependent on the 

data that it has to work with. As an example, 

lots of companies want to be able to streamline 

by picking directly in the shipping packaging 

and therefore would like to incorporate this 

process. However, this requires that the data in 

the ERP-system and/or the WMS is completely 

valid, so you do not end up making inefficient 

picking. 

A WMS such as Apport WMS is a standard system with all the 

advantages this entitles, in terms of price and robustness. Pur-

chasing a standard system would follow that the company also 

buy into the premise it is better to customize its own processes to 

the system than vice versa.

Adapt the processes to 
the system

3.
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The fact that the WMS itself works as it 

should, and works with the other business 

systems - especially the ERP system - is a prere-

quisite for everything, so let’s assume that that 

part is in place.

Because there is much more than just techno-

logy. It is also important to focus on the com-

pany’s IT infrastructure and the employees’ 

understanding of the technology. 

Establish stable wireless network
A WMS with handhelds or pick-by-voice is re-

liant on wireless networks to work. Therefore, 

the establishment of the wireless network is a 

task that should not be underestimated. If you 

do not get sufficient coverage in all corners of 

the warehouse, you end up having areas where 

the connection fails so the system can not 

retrieve or send information.

It’s not an easy task to establish wireless net-

work in a warehouse, as the many shelves and 

goods create more difficult conditions than in a 

normal office landscape, and therefore it would 

often be a good idea to get professional help 

from network specialists to the establish the 

wireless network. 

Select super users with flair for IT
As mentioned in paragraph 2, the project orga-

nization’s superusers should be in possession 

of a certain amount of flair for IT. This is due, 

among other things, to the superusers being 

able to distinguish between real technical er-

rors and a user error. It requires understanding 

of contexts and how systems work together.

Test, test and test again
Of course it is the responsibility of the WMS 

provider to provide a system that works, but 

the company must also take responsibility 

in testing that the system works in practice. 

Lots of tests are the best assurance against 

the project being discontinued due to errors, 

or inconveniences detected late in the process. 

Involvement in the test phase is also the best 

way for superusers to gain a thorough under-

standing of how the system works.

Although, we attach great importance to the fact that a WMS 

project is first and foremost a change project, it is no secret that 

it is also about technology. If the technology is not working, the 

system is not very usable. 

Get the technology 
in order

4.
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In other words, there is a lot to keep track of, 

so it is a good idea to follow a proven recipe in 

the form of a project model. 

Apport always works from a project model di-

vided in phases that keeps the project on track 

by not continuing to the next phase before 

both parties literally agrees that you are ready 

to move on with the project. In the individual 

phases there are a focus on both the organiza-

tion, the process and the technology. 

The five phases of the project 

The five phases of the project 

- Analysis and preparation 

-  Development

- Test

- Education

- Setting-up and implementing

Here on after, the system goes live and joins 

the everyday operation. 

The advantage of working with a well-proven 

model like this, is that you have a clear script 

for how to get through all of the necessary ac-

tivities, milestones and phases. And not least, 

how to deal with the need for changes that 

occur along the way.

The model sets out mutually binding rules that 

both parties acknowledge, and then each party 

has a original reminder on how the project is to 

be managed and how decisions are to be taken.

Avoid crashing the car…  
Introducing a WMS is a significant change, 

and of course it also means, that there is a risk 

of getting off track. But even though many IT 

projects go wrong, it does not necessarily have 

to go that way. If you follow the five points 

mentioned in this guide, you are already well 

on your way to a successful WMS implementa-

tion.

As the points above show, a WMS implementation is a project 

that takes time, requires resources and involves many stakehol-

ders - both internally and externally. 

Follow a proven 
project model

5.

Phase 1

Analysis and 
preparation 

Phase 2

Development

Phase 3

Test

Phase 4

Education

Phase 5

Setting-up and 
implementing

Operation



Warehouse management 
with a human face.

Apport has optimized warehouse logistics for companies 

across Scandinavia since 2000. The foundation is a strong WMS, 

but it is our focus on people and change processes that make the 

difference.

This is why, this is our mantra: 

People over systems.
Process over technology.
Results above all.

We are among the most experienced suppliers 

on the market and have over 70+ WMS installa-

tions behind us. Typically, our customers expe-

rience a 25-40 percent increase in effectiveness 

in the warehouse, a significant drop in picking 

errors and an improved working environment.

Contact us for an assessment of whether you 

will be able to gain value from introducing a 

dedicated WMS.

Apport Systems A/S

Sletten 20

DK-8543 Hornslet

(+45) 7244 9944
info@apportsystems.com


